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1o In respomse to your instructions, the following codmonts
" are subnitited with recard to the organisation of AFSA.

' 20 In my opinion, the control organiszation of AFSA is too cume
berscme and umvieldy. This stems basioally from its joint meture. In
ordsr to insuro that the views and interests of all throee Services are
Civen dus weight, a series of checks and balances has been established
at the top, This begins with tho three Doputics, oach of whom hes

rosponaibility to represent, at leest to a degreo, the interests of

his perticular Service in dooisions made at the tope The principle

is thon extended by a distribution of koy positions emong the three
Serviocss equitably or in accordance with thoir spscial interests.
Uhile this distribution has besn only partially achieved, it is nevore

thelesa an avowed aim, and is doubtless sound in prinoiple.

So In the delegation of respomsibility and authority to sube
ordinates, again an effort has besn mede to maintain a balance., Cash
of ths Deputies has been assigned supervisory reaponsibility over one
of the major technical fumotions, In addition to this primary assipgne
mont, each of tho Deputies has been given additionsl collateral funoe
- tiong in such a manmer as to effect an equitable division of the work
loads In theory, this arrangoment should operate to prevent the AFIA-
effort fron getting sericusly out of balance in favor of oms Service.
lowever, ths actunl rosuit hes boen that in thoe majority of oases no
on® Doputy can maks a cloarscut decision on eny question that comes
! before hin, For example, in my own case, any matter arising in the
COLINT fisld usually involves sither psrsonnsl, facllities, seourity,
or research ond developmonte.  Thus, in order to give subordinates e
definite decision on such a mattor, it must Piret be coordinated with
the Doputy or Deputies having copnizance of the other mattors ine
volved, In fact, subordinates are froquently unsertain as to.whigh
Doputy has oosnimme of a Micuhr nattore -

4. In offoot, thedivisi.onofauﬂmriwmon.,tm Deputietiu -
overlappinge This, of course, maintains tho checks and dalances and
proventa arbitrary coticm, but it also delays thoe docision, If the
Deputies concernad agree, the delay is shorte If, however, they dise-
agroo, it nay be quite prolomgede It is recognized; of course, that
major policy decislons whioh seriously affeot the intoreats of two
or nore Services, or which affect AFSA as o whole, should properly
' ‘be passed upon Ly noro than ono Veputys On the othor hand, many of
te d.ecisi,ans perely involve quostions of procedure, or of interproe-
-ta or implomentation of establishod policies, and require only
: thoritativo eanswer, To deal pronarly with such ocases, the
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machinery of AFGA should bo organized for prompt action.

be This leck of alesr-cut division of authority at the top in
AFSA's orgenization, has rosulted in a frequent lack of proper Co= .
ordination amon; the various components of AFGA. This has been parte
iculerly noticoablo in the AFSA staffe, The staff divisions are ree= -
quired to work for all tirge Deputies, and thus rust try to serve
- 4¢three bosses of equal authority. In an effort to overcome resulting
coordination failures, tho Lxscutive for Coordination and Compliance
was ostablished, and placed under supervision of the Senior Deputye
vhile in many respects this @ .xecutive is faced with the problens
of & Chief of Staf'f, actunlly ho has only the authority of an Exsoue
tive Seoretary or an Adjutaint Genmeral, I1is noarest counterpart in
naval orgenigation is a Flap Secretarye Since the establishment of
this officeé, there has beon oonsiderable improvemsnt of coordination -
in AFSA, and in my opinion the present incumbent is doing an excellent
Jobe Ilowover, direotion of tho staff still leaves nuch to be desirede
«0 havo had frequent exanples of serious difficulties arising out
of coordination failures, This lack of coordination is enerally
reco;nised within AFSA, and tho rosult is noticeable in a crowing
tendonsy to employ the shotpun mothod of dissenimation, Urig:lmtora
of lotters and memoranda within AFSA will froquently distribute them
to various offices, divisions, or branches merely to insure that
someons who nii ht bo intorested will not foil to resceive .a copye

0o Cince the establislment of AF.A, the three Deputies have,
in offect, each functionsd as o Chiof of Staff for one of the major
. aotivities of AFSA, that is, the Army Deputy for CO.ISEC, the liawy
Joputy for COIINUT, and tho Alr Force Deputy for R'D, iad their fields
of responsibility been mord cloarwcut, thoy night have functioned
‘'with adequate offectivences, but, tho current an:lgmant of mspomi-
. bilities to them has nilitnted agnirst thise

T In sumary of uhat has boen seid sbove, it seems to me that
the major dofects in the top lewls of AFSA.'e organization are basio-

allys

ae Lack of clearecut d'ivhion of mlponsibuity and authe
ority exsroised Yy the three Doputies, which results in dife-
ficulty in arriving at proupt and olear-cut decisions

be Lack of adequatoly unified authority ovor the staff
divisions, which results in improper coordinatione
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_ 8o Deoause of the inter=Service natwre of AFSA, and theo necosgity
of maintaining certain checks and balances, it doss not appesr feasible,
at this time, to ostablish the most offioient typs of organization for
its controles On the oredit side, it may be said that whatever dise
advaxntagog result fron divided authority at the Deputy lovel, a divie
sion can roduce bottlemooke at the top, provided the eplit is worksble.
In nqy opindon, it may be possible to arrive at a better
?hmnwz;:i;h.withoubmeauncﬂw pa-amtom otthobaaio oharter
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bo CO:SECS nnd '
So Staff (owtrol. plaminc. and support)o
It i.s belioved that a division of rsipomibility at Doputy Direotor

level night be more effective if it were made alon; these lines.

Should it be desired to follaw the TwdeDeputy pattern uauauy found
in other jJoint orpanigations, CO.IILT operations ocould be plased under
ono Jeputy Direotor, COBIC oporations under another Deputy Director,

" and Staff activities under ancther officer who would be the Chief of

the AFSA * staff, Preferadly, the txo Deputios should not be fram the
8ano Servico as the Director, The COIIIT operations Deputy would
have supervision of all natters under cognizansce of the Iffice of
Operations, and of the COIILT funotions of the Office of Research and
Development, The COIBLC operations Deputy would, similarly, have
supervision of all funotions under the copgnisance of the 0ffioe of
CO:SEC, and of tho COISIC functions of the Office of Ressarch and
Develcpment, The Chief of AFSA staff would have supervision over all
patters under the cognizance of the staff divisioms, This would ine
olude tie routing and followsup of correspondsnce, AFSA cooxmnications,
training schools, and agonsy=wide edninstrative matters, (i.c. ;Ln-
turm.l coordination, clearances, persounsl, distribution, etu)s An
questionable featuro of tho foregoing arrangement S.q the
divislon ‘of authority over Research and Develomment. I[lowever, the
CO.BEC and COINT activities of the Office of R:D are gencrally quite
ocloarly definod, axnd the prosent Chisf of that ofi0e foos not bo=
liove that tho proposed arranganent would oreate any sorious dife

- ficultiss. In faot, such an arrangemont night well hprow coordina~
“tion betwesn oporations and related RiDe
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: 10, The penoral plan of organization is shown in the aetbashed
diagram, It is recognised that a single Deputy is normally proe-
forreds ilowgwver, the COMINT and COISLC operations of AFSA are 80
distinot that I beliove thoro are certain definite admtagos in

hwinsimnapuﬁutorthomﬂvo

11, The ssme principle of organigation could, of course, be
applied to a three Doputy arrangenent whereby the third Deputy would
suparvise R''Ds Undor such & schene, all of the AFSA ocollatoral
functions now distributed emang the Deputiss would de placed under
the Chief aof AFLA staff, Even this, I belisve would be a distinet
iuprowmubovorﬂaomﬂq;aet-up. Towovor, althouch I was a
party to oreation of the thires Deputy plan, I am now inolined to
bolieve that a Jeputy fron tho samn lorvice as tho Dirsctor is not
needed, at least for the purpeso ori;inally envisaged, s ince the
balance ho was intemded to supply oan probebly bo provided more
adoquately by tw Director himself, The real Jjustification now
gppsars to 1ie in the possible admugeofhaﬂncatthatopm
experioncod end technically qualified officer from oash Service who
is thoroughly familiar with the oryptologic operations and require~
ments of tho Lervice that s represents,

Jdo N. WENGER

Captain, U.3. Navy
Deputy Director, AFSA
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